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ABSTRACT 
Management Development (MD) now flourishes in many Asian countries as people are 
believed to be the ultimate sources of sustained competitive advantage according to the 
resource-based theory. Nevertheless, there is a dearth of insight into the process by which this 
value is created. It is in this sprit that the present study aims at providing a clearer, if more 
narrow, picture of the mechanisms through which management development exerts its 
influence on performance outcomes. This study adopted the contingency approach on 
investigating the role of managers' perception in moderating the process by which 
management development works. Specifically, the discrepancy in perception between human 
resources managers (HR) and line managers (LM) on the human resource strategies-business 
strategies alignment was used to divide the sample into four groups. A path model constituted 
the key MD constructs (MD ethos, MD systems, managers' favorability towards MD 
practices, performance outcomes) was then tested and compared across the four groups. The 
sample consisted of one hundred and fifty-five organizations distributed across Hong Kong, 
Mainland China, Myanmar and Singapore. Data were collected by interviews with human 
resources managers and line managers from sample organizations. Multisample analysis 
procedures incorporated in the EQS Structural Equations Program were used to evaluate the 
hypothesized model across the groups. Results revealed the salient role of managers' 
perception of MD systems across varying situations, which can be attributed to the 
collectivistic and tight cultural characteristics of participated organizations. The present 
findings provide theoretical insights on future theory construction, as well as practical 
implications for human resources professionals on resources allocation when rolling out 
management development activities. 














Perception and Management Development 3 
ACKNOWLEDGEMENT 
I am very grateful to the entire collective of individuals who assisted in making my 
master thesis possible. 
First of all, I would like to dedicate my hearty thanks to Professor Darius K.S. Chan, 
who is my thesis supervisor and also my mentor throughout my undergraduate and 
postgraduate years. Prof. Chan has always been supportive. He not only provided me with 
precious guidance on my research, but also invaluable advice on my personal growth. 
I would also like to devote my gratitude to Professor Winton Au，Professor Chan Wai 
and Professor Paul Taylor for their constructive comments on my thesis as well as statistical 
techniques used in this study. 
Also, I want to express my gratitude to Dr. Christopher Mabey from the University of 
London and Dr. Paul VanKatwyk from the Personnel Decisions International for offering me 
the Asia Pacific data that made my research possible. 
Last but not least, I have to thank my beloved I/O mates Heidi Au, Sharon Lam, Ruby 
Lau, Muidy Man and Helen Yau, as well as my family for their continuous emotional support 
throughout the years. 
Perception and Management Development 4 




CHAPTER 1. INTRODUCTION 6 
Management Development (MD) in Asia 6 
Human Resources Management (HRM) and Organizational Performance... 7 
Management Development - A Key Component of HRM 8 
The Concept of Management Development 9 
Relationship between Management Development and Performance 9 
The Importance of Aligning Human Resources Strategies with Business 
Strategies 10 
The Role of Perception in Moderating the MD-Performance Linkage 12 
Discrepancy in Perception between Human Resources Managers (HR) and 
Line Managers (LM) 14 
Key MD Aspects: MD Ethos and MD Systems 15 
The Hypothesized Model 17 
Consistent vs Inconsistent Groups 19 
Significance of the Present Study 21 




Data Analyses 26 
Perception and Management Development 5 
CHAPTER 3. RESULTS 29 
Descriptive Statistics, T-test Statistics and Correlations between Key 
Variables 29 
Multisample Analysis of the Hypothesized Path Model 32 
CHAPTER 4. DISCUSSION 37 
Discussion on Key Findings 37 
The Importance of Strategic Alignment 37 
Discrepancy in Perception between HR and LM 37 
The Importance of Managers' Perception of MD Systems in 
Collectivistic, Tight Cultures 38 
Uniqueness of the HL Group 41 
HL Group vs LH Group 41 
HL Group vs HH Group 42 
Theoretical and Practical Implications 43 
Theoretical Implications 43 
Practical Implications 44 
Limitations and Further Studies 45 
REFERENCES 47 
APPENDIX A 58 
Perception and Management Development 6 
CHAPTER 1. INTRODUCTION 
Management Development (MD) in Asia 
There is a widespread belief that management is a valuable asset whose development 
cannot be left to chance. The reason is, managers constitute the "brains of the firms" in which 
their ability to cope with change and managerial obsolescence is vital to compete successfully 
in the regional and international marketplace. Therefore, modem organizations seek to 
improve management and leadership practices by using considerable resources for training 
and development (Conger & Benjamin, 1999; Lepak & Snell，1999; Martocchino, 2003; 
Teece & Pisano, 1994). 
Notably, such a rising tide of management development is no longer restricted to 
Europe and the States. Rather, management development now flourishes in many Asian 
countries (e.g. Drost, Frayne, Lowe & Geringer, 2002; Redding & Armitage, 1993; Tan, You, 
& Ding, 1987). Nevertheless, despite of the heightened interest in management development 
among Asian firms, there is a paucity of published materials in Asia that concerned the 
impact of management development on organizational performance. It is this spirit of 
understanding the impact of management development in Asia that the paper is written. 
This study aims to address two key questions: 
(1) How does managers' perception of management development (MD) initiatives make a 
difference to organizational performance among organizations in the Asia-Pacific 
region? 
(2) How do the discrepancy in perception between two key parties, human resources 
managers (HR) and line managers (LM), intervene the process through which MD 
exert its influence on performance in the Asia context? 
Perception and Management Development 7 
The exploration of the research questions is based on data from a research project 
headed by Dr. Christopher Mabey\ which is designed to investigate management 
development in four Asia Pacific countries. Nevertheless, the present study does not aim at 
presenting a representative picture of management development policies and practices in 
Asian organizations as Mabey did. Instead, this paper endeavors to investigate the role of 
human perception on moderating the MD effectiveness. 
Human Resources Management (HRM) and Organizational Performance 
The research focus on how human resources management (HRM) policies and 
practices are linked to organizational performance has long been a subject of great interest to 
both academics and practitioners (Boudreau, 1991; Jones & Wright, 1992; Kleiner, 1990; 
Wright, McCormick, Sherman & McMahan, 1999). Recent theoretical work, specifically the 
resource-based theory, has given a boost to the prominence of HRM in generating sustained 
competitive advantage (e.g Barney, 1986; 1991; 1995). 
According to the resource-based view of the firm (e.g Barney, 1986; 1991; 1995), 
people are the ultimate source of sustained competitive advantage since traditional sources 
related to markets, financial capital, and scale economies have been weakened by 
globalization and other environmental changes (e.g. Reich, 1991; Ulrich & Lake, 1990; 
Wright & McMahan, 1992; Wright, McMahan, McWilliams, 1994). Pfeffer (1994)，in 
particular, has made the case that firms must make appropriate human resources investments 
to equip employees with key competencies for developing and maintaining a firm's 
competitive capabilities. 
A number of empirical studies served as vivid proofs to the positive impact of 
effective HRM on organizational performance. For instance, Huselid and his collaborators 
1 Dr. Christopher Mabey is reader in human resources management in the Department of Organizational 
Psychology and Management, Birkbeck College, University of London. He currently leads an international 
project team that now includes nine European partners as well as several Asian partners examining management 
development policies and practices from a cross-national perspective. 
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(Becker & Huselid, 1998; Delaney & Huselid, 1996; Huselid, 1995; Huselid, Jackson & 
Schuler, 1997) conducted a series of studies to demonstrate a positive relationship between 
some effective human resources management practices (which termed as “High Performance 
Work Practices, HPWPs) and a range of outcome variables at both the individual and 
organizational levels. On the individual level，HRM practices are found to increase job 
motivation and decrease turnover. Besides, HRM systems were also found to enhance 
employee satisfaction (Bowen and Lawler, 1995). Taking to the organizational level, better 
financial outcomes could be resulted from proper HRM activities. Specifically, some HRM 
policies and practices have been revealed to increase productivity and profitability (Patterson, 
West, Lawthom & Nickell, 1997). In fact, a few studies have demonstrated that a one 
standard deviation increase in some effective HRM practices (HPWPs) can result in up to a 
20% increase in firm performance (Becker & Gerhart, 1996; Gerhart, 1999). 
Management Development (MD)—a Key Component of Human Resources Management 
In spite of the far and wide recognition of HRM systems as valuable strategic assets 
of organizations, there exist different views on what constitutes a HRM system. According to 
Becker et al.'s study (1997), however, HRM systems generally consist of three main 
components including the recruitment and selection procedures, compensation systems and 
management development. Indeed, management development has always been regarded as a 
key element of an HRM system (e.g. Espendal, 2004; Mabey, 2004b). Yet, despite being a 
core component, the research attention paid on management development was much less than 
that on selection procedures (e.g. Ragburam & Arvey, 1994; Terpstra & Rozell, 1993) and 
compensation systems (e.g Gerhart & Milkovich, 1990). Besides, the limited research works 
conducted in the management development area were predominantly focused on what is 
happening rather than explaining the relationship or exploring the process at the firm-level 
(Brewster & Hegewisch, 1994; Brewster, Marhofer, & Morley, 2004). It is for this reason 
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that studying the relations among key variables in the management development process in 
this research can contribute to the human resources area through the adoption of a 
psychological perspective. 
The Concept of Management Development (MD) 
Although different definitions of management development are in use, management 
development (MD) is generally viewed as “the system of personnel practices by which an 
organization tries to guarantee the timely availability of qualified and motivated employees 
for its key positions" (Jansen, Van Der Velde, Mul, 2001). Such a "system of personnel 
practices" can involve both structural and developmental dimensions (Burgoyne & Reynolds, 
1998). More specifically, "management developmeni in an organization can comprise actual 
methods (whether formal or informal) used for developing managers, as well as structural 
tactics like succession planning & organizational arrangement for diagnosis and review of 
development" (Mabey, 2002). It is in this way that management development is 
conceptualized in the present study. 
Relationship between Management Development and Performance: Universal 
Contingency approach 
Two primary perspectives used by researchers to describe the link between HRM 
practices and organizational performance, with a focus on MD in this case, are the universal 
approach (e.g. Arthur, 1994; Huselid, 1995; Kleiner, Block, Roomkin, & Salsburg，1987; 
Kochan & Osterman, 1994; MacDuffie, 1995; Osterman, 1994; Terpstra & Rozell, 1993) and 
contingency approach (e.g. Cappelli & Singh, 1992; Jackson, Schuler & Rivero，1989; Miles 
& Snow，1984; Wright, Smart, & McMahan, 1995). 
Advocates of the universal approach regard management development as best 
practices in which they believe that investment on developing managers would inevitably 
produce the intended results on improving the managerial and organizational performance. In 
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contrast, proponents of the contingency approach argued that management development 
practices might not necessarily contribute to the success of companies and it is premature to 
simply divide it into "good or evil" acts. They pointed out that the impact of management 
development attempts on performance could be mediated by various external and internal 
factors. In other words, investment in MD can fail to achieve presumed outcomes under 
certain circumstances. Analytically, this distinction has been operationally defined as main 
effects for the universal perspective and as interaction (or moderation) effects for the 
contingency perspective. 
Though some researchers contended that these two approaches could be 
complementary (e.g. Youndt, Snell, Dean Jr., Lepak, 1996), recent findings generally favor 
the contingency approach (e.g. Becker & Gerhart, 1996; Gerhart et al., 1996; Mabey 2004b; 
Truss, 2001). Firstly, there are notable differences across studies as to what constitute a 
"best" practice that can be generalized across situations (e.g. Becker & Gerhart, 1996; 
Youndt et al, 1996). More importantly, theorists who embraced the universal approach have 
failed to offer empirical evidence that present a consistent picture of the benefits brought 
about by management development (e.g. Arthur, 1994; MacDuffie, 1995; Pfeffer, 1994). And 
it is such paucity of supporting claims that made the universal approach receive lots of 
criticism. One prevalent contention made by researchers to dispute the universal perspective 
concerns about the alignment between HR strategies (including MD strategies) and the 
organization's business strategies. 
The Importance of Aligning Human Resources Strategies with Business Strategies 
The question on whether HRM practices should follow the organizational strategy or 
should be considered as a strategy and of itself has continued to be a fundamental issue 
concerning the HRM topic (e.g. Hoogervorst, Koopman & van der Flier; 2002; Arthur, 1994; 
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Guest, 1997; Huselid, 1995). Inevitably, as briefly mentioned above, such a question has also 
pervaded into the management development area. 
Theorists (e.g. Becker et al., 1997; Becker and Gerhart, 1996; Cappelli & Singh, 1992; 
Fombrun, Tichy and Devanna, 1984; Jackson, Schuler & Rivero, 1989; Jansen, Van der 
Velde & Mul, 2001; Miles & Snow, 1984; Huijgen & De Nijs, 1993; Stalk, Evans, & 
Shulman, 1992; Van de Loo et al., 1998) who stressed the importance of aligning MD 
practices and business strategies have revealed that MD attempts would be relatively 
ineffective unless they are well attuned to the business strategies and properly integrated into 
the management infrastructure of the company. As reported by Becker and Gerhart (1996) on 
a research conducted by Huselid and Becker, it is found that the degree of alignment between 
management development practices matter more than the bare amount of practices that had 
been carried out. This viewpoint has been further consolidated by Mabey (2004a) in which 
MD practices represent a core capability when it is aligned with the key business strategies. 
Indeed, the emphasis on the HR strategy-business strategy alignment is posited not 
without reason. At a basic level, one might argue that HR is superfluous to performance in 
organizations unless human capital is somehow a central component of a firm's business 
strategy. By referring to Barney's (1991) work in the field of competitive organizational 
strategy, a company's HRM system would not be a source of sustained competitive 
advantage unless it is difficult to imitate. Put differently, properly aligned management 
system is valuable in a sense by being firm-specific and thus not readily imitated by 
competitors (Becker & Gerhart, 1996). It is for this reason that the HR strategy-business 
strategy alignment has become a key construct of interest for this study. The perceived degree 
of alignment reported by human resources managers (HR) and line managers (LM) would be 
used to divide the sample into four groups that subjected to pertinent analysis. Details will be 
described in later sections. 
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Yet, although such a strategic alignment has been found to be a robust moderator of 
the link between management development and organizational performance, some equivocal 
findings still exist (Espedal, 2004; Guest and Hoque, 1994; Raghuram and Arvey, 1994). In 
Espedal's study (2004), it is found that some MD activities achieve little while some succeed. 
In Raghuram et al.'s study (1994), the strength of relationship between HRM practices and 
performance was found to vary across situations even when the HR strategies were aligned 
with business strategies. These inconsistent findings have suggested the possibility of other 
potential moderators that would influence the impact of management development on 
organizational performance. It follows from this that we have to explore other key 
intervening variables and focus on the deeper process that affect MD effectiveness. In the 
present study, a closer look will be taken at the role of managers' perception on determining 
the MD success. 
The Role of Perception in Moderating the Management Development-Performance Linkage 
So far the literatures reviewed have taken limited attempt to investigate the underlying 
processes and explain the intermediary linkage between management development and 
organizational outcomes. Nevertheless, some researchers have pronounced the potential 
significance of human perception and motivation on moderating the effectiveness of people 
practices such as management training (Guest, 1997; Mabey, 2004b; Purcell, Kinnie, 
Hutchinson, Rayton, and Swart, 2003). For instance, Guest (1997) suggested that problems of 
implementation and interpretation could sometimes occur alongside people's unpredictable 
perception and response. Such "unpredictable perception" would likely affect people's 
motivation, which then intervene the transformation of human resources practices into 
individual outputs and/or firm performance. Purcell et al. (2003) also supported this claim by 
identifying the important mediating role of employee commitment and motivation between 
training and the engagement of discretionary behaviors to help the firm achieving success. 
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In fact, it is easily understandable why such motivation elicited by MD practices is 
important. The main reason resides on its nature on directing managers towards desired 
behaviors that helps meeting organizational goals and ultimately improves firm performance 
(Delaney & Huselid, 1996; Hueslid, 1995)). This partly explains the reason of failure for 
some MD programs as the implementation of a particular MD activity does not guarantee the 
buy-in and elicitation of motivation among managers. Perception of managers, in this sense, 
becomes critical on determining the success of MD practices. The reason is, more positive 
perception towards the MD activities would likely resulted in more favorable attitude, which 
in turn raise behavioral intention as well as motivation on carrying out desirable behavior to 
excel performance (Ajzen & Driver, 1992; Ajzen & Fishbein, 1980; Fishbein & Ajzen, 1975). 
Indeed, the critical role of perception has long been emphasized in the social constructionist 
approach (Pettigrew, Hendry, Sparrow, 1988). As people respond according to their 
subjective perceptions about some reality rather than to any reality per se (Lewin, 1936; 
Weick, 1995), it is thus important to examine the subjective perceptions of human. 
In this study, perceptions of both human resources managers (HR) and line managers 
(LM) on several key MD constructs would be investigated with an intention to obtain a fuller 
understanding on its intervening effect. It is proposed that the discrepancy in perception 
between these two parties on the degree of HR strategy-business strategy alignment will 
moderate the process through which MD posits its effect on organizational performance. 
More specifically, it is suggested that the discrepancy in perception between HR and LM on 
the alignment dimension will determine the perception of HR and LM on particular MD 
constructs, which will in turn influence their "favorability" towards those MD practices. 
"Favorability" is defined as the "perceived contribution of MD to the organization", which is 
a construct rooted from Mabey's comprehensive study in MD (Mabey, 2004a). It is such 
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favorability that will likely affect HR and LM's attitude towards MD activities and alters 
their motivation to leverage the MD efforts to better performance. 
Discrepancy in Perception between Human Resources Managers (HR) and Line Managers 
(LM) 
There exists a stream of research that provided a powerful critique on the rhetoric and 
the reality of human resources management practices, including management development, 
that indicates a discrepancy between the ‘rhetoric, view reported by the HR department and 
the ‘reality’ experienced by employees (e.g. Truss, 2001; Legge, 1995). Specifically, line 
managers are the employees who experienced the ‘reality’ in the case of management 
development. In view of such a discrepancy in perception, some theorists (Guess, 1999; 
Legge, 1995; Truss, 2001) have stressed the importance to consider the recipients' views 
(line managers in this study) when evaluating the success of HRM practices. 
Indeed, the potential implications on HRM practices from employees' viewpoints 
have been highlighted by Storey (1987) almost two decades ago. He emphasized the 
importance of adopting a 'soft' approach to judge the effectiveness of HRM practices. The 
'soft' approach purports that employees' (recipients) views must be incorporated for the 
HRM practices to be succeeded. Also, as reported by Legge (1998), there are several studies 
indicated that administrator (e.g. HR personnel) of HRM practices is not very competent in 
introducing HRM, making recipient resistant to those HRM programs and finally failed to 
achieve the presumed objectives. Adding to this point, some authors (Guest, 1999; Clark, 
Mabey & Skinner，1998) also pointed out that recipients should be a more credible source of 
information about the actual HRM practices than those administrators who have vested 
interest in sustaining the rhetoric of HRM and susceptible to positive response bias. Also, 
recipients should be the most knowledgeable informants on reflecting the reality (e.g. Huselid 
& Becker, 2000). 
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These studies bring out the necessity to take line managers' perception into account if 
we are to gain a thorough understanding of the MD effectiveness. Nevertheless，it is not 
saying that the perception of the HR side left unimportant. Rather, it is believed that 
perception of both HR and LM are central to the MD success since the former is responsible 
for formulating and implementing the MD activities, whereas the latter is the targeted 
population whose participation in the MD programs that are decisive (Legge, 1995). 
Accordingly, the present study will solicit views on several key aspects of 
management development from both HR and LM in each sample organization. In particular, 
this study is distinctive in a way by making an initial attempt to adopt the discrepancy in 
perception on the strategic alignment dimension as the focal of this research. While existing 
studies concentrate on arguing which party, HR or LM, is more credible on providing 
accurate estimate of MD effectiveness (e.g. Guest, 1997; Truss，2001), this study maintain 
that perceptions of HR and LM are not mutually exclusive and thus we should consider the 
view of both parties. The hypotheses will be further elaborated in later sections. 
Key MD Aspects: MD Ethos and MD Systems 
As abovementioned, the impact of the discrepancy in perception on the alignment 
dimension between HR and LM on several key MD constructs will be examined in this paper. 
Specifically, MD ethos and MD systems are the two key aspects of MD that under concern. 
According to Mabey (2004a), MD ethos is defined as the 'extent to which an 
organization takes responsibility for management training and development, relies on internal 
promotion and expects to retain managers for five years or more. It also measures the long-
term development of managers, an emphasis on developing potential and whether managers 
are developed against a specific set of skills/competencies'. A strong MD ethos is found to 
exist in organizations where MD is widely supported attitudinally by organizational members, 
individuals are strive to develop their own potential (Mabey, 2004a), and organizations are 
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willing to develop its managers against a specific set of key skills/competencies (Mabey, 
2004a & Patterson et al, 1997). For this study, MD ethos will be rated by the level on which 
MD is supported in the organization and being regarded as a powerful source of competitive 
advantage. Besides, the extent by which the organization concerns about the long term 
development of managers and its willingness to develop managers against key skills will also 
be taken into account for estimating the MD Ethos in the sample organizations. 
Turning to the MD systems, it mainly concerns about the way by which an 
organization provides long-term as well as short-term development to its managers (Mabey, 
2004a). Some previous findings revealed that organizational performance was related to a 
firm's capability to develop its managers in the long-term and tackle skill gaps in the short 
term (Schuler and Jackson, 1987; Butler, Ferris and Napier, 1991). Indicators of a good MD 
system as originally defined by Mabey (2004a) is one that 'have an established management 
development policy, conduct appraisals at which development needs are discussed, the use of 
career planning and fast-track programmes and the systematic evaluation of management 
training'. This definition emphasizes a good MD system should be one that characterized by 
a 'considered rather than ad hoc approach' on developing managers. Based on the above, MD 
system in this study is rated by its priority given to management development in an 
organization, signifying the way in which managers are developed is a prudent but not 
piecemeal action. In addition, side with Mabey (2002; 2004a), the present study will also 
include an index on the availability of systematic appraisal activities. Systematic evaluation is 
important for the MD system because appraisal is found to be trigger for effective career 
planning (Baruch & Pieperl, 1997; Mabey, 2004a). 
As identified by Mabey (2002; 2004a), MD ethos and MD systems are two key 
components that constitute the MD concept. For this reason, the perception of HR and LM on 
these two constructs can be regarded as reflection of their perception towards the MD 
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activities. Simply speaking, MD ethos represents the way by which MD is formulated and 
portrayed in an organization, while MD system is the way by which MD is being actually 
implemented. Espendal (2004) has emphasized the relative importance on looking at the 
"formulation" and "implementation" of MD rather than the actual MD methods employed. 
Although the conceptualization of these constructs is generally based on Mabey,s framework 
(2004a), some slight adaptations have been made to tailor for the present research focus. 
The Hypothesized Model 
Based on what we have discussed so far, the hypothesized model constructed for this 
study consists of six key variables and will be tested across four groups. The hypothesized 
model is depicted in Figure 1. 
Grouping.l^ht sample is divided into four groups along the degree of discrepancy in 
perception between HR and LM on the dimension of strategic alignment. Group HH consists 
of 36 sample organizations in which both HR and LM perceived a high degree of alignment 
between the HR and business strategies; while the group LL consists of 45 sample 
organizations in which both HR and LM perceived a low degree of alignment between the 
HR and business strategies. These HH and LL groups are the "consistent" groups. When HR 
and LM have different perceptions towards the alignment dimension, they are classified as 
"inconsistent" groups. Group HL consists of 38 sample organizations in which the HR 
perceived a high degree of alignment between the HR and business strategies whereas LM 
perceived a low degree of strategic alignment. Likewise, group LH consists of 29 sample 
organizations in which the HR perceived a low degree of alignment between the HR and 
business strategies whereas LM perceived a high degree of strategic alignment. 
Path Model A path model is constructed by incorporating the key variables that have 
been discussed, which are: 
(1) HR and LM's perception of the MD Ethos and MD Systems; 
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(2) HR and LM's favourability towards the MD practices; 
(3) performance outcome; 
M HR Ethos 、 
( HR Favorability 
HR S y s t e m s N . ： 
/ / 、 Organizational 
[I / Performance 
LM Ethos ^ ^ / 
\ 
^ LM Systems 广 
Figure 1. The hypothesized model 
This model will be tested and compared across the four groups by multisample 
analysis. Among the groups, it is hypothesized that perception of both parties on MD ethos 
and MD systems will influence the favorability of the corresponding party towards MD 
practices in an organization, and it is such favorability that will totally mediate the impact of 
MD attempts on performance. No direct path from MD ethos and MD systems to 
performance is included in the model. 
HI: The perception of both HR and LM on the MD Ethos will have a direct and 
positive relationship with the favorability towards MD practices across the four groups. 
H2: The perception of both HR and LM on the MD systems will have a direct and 
positive relationship with the favorability across the four groups. 
H3: The favorability towards MD practices of both HR and LM will have a direct and 
positive relationship with organizational performance across the four groups. 
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Consistent versus Inconsistent Group 
Apart from the above hypotheses, it is also suggested that some differences will exist 
across the consistent and inconsistent groups. In a pioneer study conducted by Mabey (2004a), 
MD ethos was found to significantly affect the performance outcome whereas no significant 
relationship was found between MD systems and performance. Besides, the importance of 
ethos was further stressed by Mabey (2004b) in another study by concluding that, "it is not 
the presence of best practices or even the amount of training undertaken that is crucial but the 
ethos governing the development of managerial capability sustained over time. These results 
apply to private companies irrespective of sector, to all organizations of 20 staff or more and 
across seven European countries". 
In this study, however, it is predicted that the relative importance of MD ethos and 
MD systems on influencing the favorability towards MD practices will be different across the 
consistent and inconsistent groups. In the consistent HH group, a smaller discrepancy in 
perception between HR and LM on the strategic alignment dimension implies a better 
common understanding of those initiators (HR) and end-users (i.e. line mangers) on the 
purposes of and the reasons behind those MD initiatives in support of business strategies. 
Consequently, it is more likely that they will show greater attitudinal support to MD in the 
organization due to their fuller understanding on the strategic relevance of those MD 
activities. The MD ethos can thus be strengthened and easily transcend across the 
organization. As a result, it is likely that such a strong MD ethos would significantly affect 
the favourability of both HR and LM on MD initiatives, which in turn contribute to an 
improvement of organizational performance due to heightened motivation to excel individual 
performance accounted by the more favourable perception. 
In contrast, for the LL group in which both HR and LM perceived low degree of strategic 
alignment, it is less likely that a strong ethos can be formed if we follow the same rationale as 
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stated above. Accordingly, the MD ethos may become too weak and left unaware. 
Consequently, it is likely that the MD systems will be more significant on influencing the 
favourability construct: 
H4: The perception of both HR and LM on the MD Ethos will have a stronger positive 
relationship than that on MD systems with the favourability towards MD practices under the 
HH circumstance than that under the LL circumstance 
Therefore, for those inconsistent groups at where discrepancy exists, it is less likely 
that the HR and LM can share a common belief on the MD initiatives and thus strong ethos is 
hard to be transcending across the employees. In the HL situation, it implies that the ethos 
that HR intended to build up may not be able to get the "buy-in" of LM. It is because the LM 
cannot see the value behind the MD initiatives due to their failure to acknowledge the linkage 
between those MD practices to support the business strategies. For that reason, it is proposed 
that the favourability towards MD of LM will depend more on how they view the MD 
systems due to the weak ethos in the organization. 
H5: The perception ofLM on the MD systems will have a stronger positive 
relationship than that on MD ethos with the favourability towards MD practices under the 
HL circumstance 
Likewise, for the LH group in which the HR perceived low alignment between the HR and 
business strategy, it is likely that the HR will not recognize HR strategies as competitive 
advantage. Consequently, their attention paid on MD ethos will be weakened and more 
emphasis will be put on the MD systems. As a result, it is hypothesized that the favourability 
of HR towards MD in the LH group will depend more on their perception of the MD systems. 
H6: The perception of HR on the MD systems will have a stronger positive 
relationship than that on the MD ethos with the favourability towards MD practices under 
the LH circumstance 
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In sum, although past studies revealed that MD ethos is always the key MD component that 
relates to performance outcomes, it is suggested in this study that the significance of MD 
ethos will vary across situation. The study presented here seeks to clarify the roles of MD 
ethos and MD systems in determining the organizational performance by taking into account 
the views of both HR and LM. A key issue to be considered is how human perception 
intervenes throughout the process, which is a key construct that left unexplored in past 
studies on MD impact. A better understanding on the process through which MD exert its 
influence on organizational performance can certainly help companies direct and focus its 
effort on particular aspects when formulating and implementing the MD activities to achieve 
the greatest success. 
Significance of the Present Study 
A number of researchers (e.g. Becker and Gerhart, 1996; Mabey, 2002) suggest that 
properly designed and deployed management development practices represent a significant 
economic asset for an organization. Although these studies gave the most direct test of the 
relationship between management development and organizational performance (Huselid, 
1995; Huselid & Becker, 1996), to date they have provided little insight into the process by 
which this value is created. For that reason, the present study aims at providing a clearer, if 
more narrow, picture of the mechanisms by which management development practices can 
create value. Without a thorough understanding on the intervening variables, one is hard 
pressed both to explain how MD influences firm performance and to rule out an alternative 
explanation for an observed MD-performance link such as reverse causation. Such a dearth of 
research on management development is especially salient in Asia. 
Besides, although many theorists (e.g. Truss, 2001; Legge, 1995; Guess, 1999; Mabey, 
2002; Mabey, 2004a; 2004b) have presented solid evidence on the importance for 
incorporating recipients' perspectives on various HRM practices (including management 
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development), there is still limited attempt on integrating and analyzing recipients' (line 
managers in this case) viewpoints in a systematic way. For these reasons, the significance of 
this study is twofold. Firstly, it is rooted in the Asian context in a hope to offer valuable 
insights on management development in this region. Secondly, the incorporation of the views 
from HRD persons and line managers, as well as adopting their discrepancy in perception as 
the unit of analysis also makes the present study distinctive from others. 
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CHAPTER 2. METHOD 
Participants 
Analyses conducted in this study were based on data collected as part of a global 
research project studying management training and development in the Asia Pacific Rim 
headed by Dr. Christopher Mabey�Organizat ions participated were distributed across several 
areas in the Asia Pacific region, including 25 companies from Hong Kong (16.1%), 40 
companies from Mainland China (25.8%), 60 companies from Myanmar (38.7%) and 30 
companies from Singapore (19.4%). A stratified sampling frame provided a reasonable 
representation of organizations by sector. The sector distribution across the total sample was 
composed by 59 companies from manufacturing (38.1%), 33 from transport and distribution 
(21.3%), 62 from service (40%), and one from other sectors 0.6%). Only companies with 
more than 20 staffs were included in the current study due to the research focus on structured 
MD activities. There were a total of 155 companies but seven companies were dropped for 
subsequent analyses due to incomplete information. The final sample consisted of 148 
companies. 
Procedures 
Using local database provided by the research partners in each area, contact were 
made by the research team with the HR manager or equivalent in the targeted organizations. 
Each HR manager was invited to take part in an interview and was asked to identify some 
line managers in their organization who might be willing to partake in the research. It is in 
this way that the data were collected in pair in each sample organization. 
The interview protocol was adopted from the one used in prior European studies 
(Mabey, 2002; Mabey, 2004a; Mabey & Thomson, 2000). Nevertheless, effort had been 
made by the research team to ensure equivalence of all terms, definitions and meanings in 
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each of the targeted areas. The interview protocol used has been translated and back 
translated by native speaking research partners in each area. 
Interviews, which were arranged in advance, were conducted by research partners in 
each area in their native language. A total of 310 interviews were conducted with the HR 
manager and a line manager in the 155 targeted organizations. The interviews with HR 
managers lasted between 20 to 30 minutes while that for line managers lasted between 15 to 
20 minutes. Most interviews were conducted by telephone and, in some cases, face-to-face. 
Questions were mainly about the informants' perception towards their organizations' HR 
strategy, MD practices (e.g. policy, system, mechanisms for evaluation), MD methods, 
perception of organizational performance, as well as some relevant background information 
(e.g. business sector, size of organization) 
Measures 
A range of multiple item measures was constructed by combining items from the 
interview protocol. This procedure is more reliable than relying on single item. The items are 
presented in Appendix A. 
Human resources strategy-business strategy Alignment. This construct was derived 
from the average of two items (oc = .65). A sample item is "we link HR management to 
business strategy". Responses were provided by a 5-point Likert scale, in which T 
represents 'strongly disagree" and '5' represents 'stronger agree'. A higher score represents a 
higher degree of perceived HR-Business strategy alignment. 
MD Ethos. This construct was derived from the average of three items that comprise 
the extent to which the organization (a) views MD as a powerful source of competitive 
advantage, (b) concerns the long-term development of managers, and (c) develops managers 
against a specific set of skills/competencies (a = .66). Responses were provided by a 5-point 
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Likert scale, in which ‘1，represents 'strongly disagree" and '5' represents 'stronger agree'. A 
higher score represents stronger perceived MD Ethos in the corresponding organization. 
MD Systems. This construct was derived from the average of three items that 
comprises the extent to which the organization (a) evaluates management development 
activities in a systematic way, (b) gives high priority to management development, and (c) 
takes responsibility for management development (a = .58). Responses were provided by a 
5-point Likert scale, in which ‘1，represents ‘strongly disagree" and '5' represents 'stronger 
agree'. A higher score represents better perceived MD systems in the corresponding 
organization. 
Favorability towards MD. This construct is regarded as an attitudinal measure in the 
present study that tapped on the perceived contribution of MD. The "favorability" of both HR 
and LM was derived from the average of two items (a 二 .65 ). A sample item is 
"management development has had a positive impact on my organization over the last three 
years". Responses were provided by a 5-point Likert scale, in which T represents 'strongly 
disagree" and ‘5’ represents 'stronger agree'. A higher score represents greater perceived MD 
contribution and thus higher favorability. 
Organizational performance. A self-reported scale was used to quantify the overall 
contribution of MD and adopted as a performance measure in this study. This scale consists 
of seven-item, benchmarked index of organization performance. Items covered the 
development and quality of organizations' products and services, their ability to recruit and 
retain essential staff, the quality of relations between managers and employees, and 
relationships between employees generally (a = .74). According to Delaney and Huselid 
(1996), this seven-item scale has been found to correlate positively with objective measures 
of firm performance. For that reason, it has been thought to be an appropriate estimate and 
represent of the objective organizational performance. A sample item is 'the quality of 
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products/services/programmes'. Responses were provided by a five point Likert scale in 
which ‘1’ represents 'very much worse than competitors over the past three years' and ‘5’ 
represents 'very much better than competitors over the past three years'. A composite score 
was derived from the average of the seven items in which a higher score represents better 
organizational performance. Both HR and LM were asked to give such performance ratings 
to avoid reliance on a single respondent. 
Data Analyses 
Grouping. The sample was divided into four groups along the dimension of human 
resources strategy-business strategy alignment. The mean rating given by human resources 
managers (HR) in the 148 sample organizations on the strategic alignment dimension was 
3.63; while that of line managers (LM) was 3.24. When the rating given by a HR or a LM 
was higher than the mean rating of his/her respective sample (that is the HR sample or the 
LM sample), his/her rating would be classified as "high" and denoted by "H". In contrast, if 
the rating given by a HR or LM was lower than the mean rating of his/her respective sample, 
his/her rating would be classified as "low" and denoted by "L". Based on the rating given by 
both HR and LM, four groups were identified for subsequent analysis, which were the HH 
group, LL group, HL group and LH group. The former letter represents the HR rating while 
the latter letter represents the LM rating. For example, the "HL" group means the HR gave an 
above average rating on the alignment dimension but that given by LM was below average in 
his/her respective sample. 
Model Specification. The hypothesized path model was evaluated and compared 
across the four groups through multismaple analysis procedures using the EQS Structural 
Equations Program (Bentler, 1995). The procedures allowed for analysis of the model in each 
group and enabled the identification of differences between groups. Multiple group analysis 
was preferred over a combined-group analysis because overall significant findings in a 
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combined-group analysis could mask insignificant findings within any single group. Multiple 
group analysis is recognized as a useful technique for ensuring the validity of a model by 
assessing the stability of the model structure and causal parameters across different samples 
(Bagozzi & Yi, 1988). The goal of the present analysis was to determine whether a single 
model accurately described the process through which MD influenced the organizational 
performance under different circumstances. The group sizes, though small, are acceptable for 
obtaining stable parameter estimates. 
In specifying the model for analysis, each of the variables was represented by the 
average of responses to items on multi-item scales. A number of fix indices would be used to 
gauge the fitness of the model across groups. 
Measurement equivalence means that items on the scale are interpreted and responded 
to in the same way across groups (Little, 2000). Construct comparability (factor invariance) 
holds when the corresponding measurement parameters (path estimates) of a construct are 
equivalent across groups of interest (Meredith, 1993). When this condition has been met, then 
the group differences related to the constructs can be examined in valid and meaningful ways 
(Little, 2000). 
In this study, factor invariance of the hypothesized model was test by constraining 
parameters to be equal across groups. Testing for measurement invariance involved the 
comparison of a more restrictive model (constrained model) with a less restrictive one (non-
constrained one). According to the purpose of the present study, equality constraints were 
maintained for path parameters that passed the Lagrange multiplier (LM) test. Based on LM 
tests, parameters representing the paths between the six variables were constrained to be 
equal across groups A nonsignificant change in chi-square from a less to a more restrictive 
model represents invariance of the factor model, indicating the appropriate adoption of the 
more restrictive model due to its parsimony. If the measurement model is found to be 
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invariant, a further step will be taken to examine the invariance of the mean structures. This 
involves testing the measurement intercepts (i.e. path estimates) for invariance. When 
intercepts lack invariance, group differences in the construct are reflected (e.g. favorability). 
That is, unequal intercepts indicate that one group is significantly different from another 
group on the corresponding aspects. 
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CHAPTER 3. RESULTS 
Some descriptive statistics, t-test statistics and correlational analyses results are presented in 
prior to the model estimation results. 
Descriptive Statistics, T-test Statistics and Correlations between Key Variables 
Descriptive Statistics and T-test Statistics in the Total Sample 
The descriptive statistics and t-test results for all the key variables in the total sample are 
presented in Table 1. 
Table 1 
Descriptive Statistics and T-tests Statistics of Key Variables in the Total Sample 
Respondent 
Variables TO LM t-value Sig (2-tailed) 
M ^ M ^ 
Alignment ^ 示 3.534 .000* 
MD Ethos J h A M ^ T l 3.630 .000* 
MD Systems M ？75 2.682 .008* 
Favorability ^ M M 1.190 ^ 
Note. N = 148. Alignment = perception of the HR strategy-business strategy alignment; HR = 
Human Resources Managers; LM = Line Managers. ^p < .05 
The t-test statistics revealed the significant difference between HR and LM on their 
perceptions towards the alignment dimension, as well as some other key variables (MD ethos 
and MD systems).This gives some support to the existence of the discrepancy in perception 
between HR and LM towards management development in general. 
Descriptive Statistics and Correlations between Key Variables in the Four Groups 
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The descriptive statistics and zero-order correlations for all the variables of the four groups 
are presented in Table 2. 
Table 2 
Descriptive Statistics and Correlations for Key Variables among the Four Groups 
Variables Mean SD 1 2 3 4 5 6 
Group 1:HH(N = 36) 
1. HR.Ethos ^ M 
2. HR_Systems 3.76 .61 .592** 
3. HR_Fav 3.86 .67 .008 .067 
4. LM_Ethos 3.75 .62 .394* .221 .074 
5. LM.Systems 3.83 .67 .214 .334* .360* .429** 
6. LM_Fav 3.94 .55 .036 .113 .296 .422* .573** 
7. Performance 3.77 .34 .093 .327 .283 -.039 395* .182 
Group 2: LL (N = 45) 
1. HR.Ethos "333 T\ 
2. HR—Systems 3.41 .64 .386** 
3. HR_Fav 3.47 .70 -.046 .320* 
4. LM_Ethos 2.99 .68 .507** .348* .238 
5. LM_Systems 3.02 .72 .515** .172 .121 .697** 
6. LM_Fav 3.25 .71 .361* .182 .168 .571** .761** 
7. Performance 3.46 .35 .177 .231 .199 .194 .233 .420** 
Group 3 : HL (N = 38) 
1. HR.Ethos ^ 
2. HR_Systems 3.84 .62 .367* 
3. HR—Fav 3.77 .64 .317 -.062 
4. LM—Ethos 3.10 .61 .015 .155 .290 
5. LM.Systems 3.30 .53 .021 .380* .145 .379* 
6. LM_Fav 3.37 .54 .173 .205 .189 .620** .532** 
7. Performance 3.69 .40 .012 -.095 .413* .217 .177 .368* 
Group 4 : LH (N = 29) 
1. HR_Ethos 3 M ^ 
2. HR_Systems 3.52 .72 .601** 
3. HR_Fav 3.55 .67 .088 .350 
4. LMLEthos 3.41 .67 .535** .348 -.102 
5. LM.Systems 3.67 .79 .017 -.049 -.292 .173 
6. LM_Fav 3.80 .63 .198 .101 .110 .143 .628** 
7. Performance 3.64 .33 .254 .220 .552** -.139 .142 .421** 
Note. HH (Group 1) = Both HR and LM gave high rating (above mean) on the dimension of strategic alignment; 
LL (Group 2) = Both HR and LM gave low rating (below mean) on the dimension of strategic alignment, HL 
(Group 3) = HR gave high rating (above mean) while LM gave low rating (below mean) on the dimension of 
strategic alignment; LH (Group 4) = HRD gave low rating (below mean) while LM gave high rating (above 
mean) on the dimension of strategic alignment; HR—Fav = HR rating on the perceived contribution of MD to the 
organization, LM_Fav = LM rating on the perceived contribution of MD to the organization. 
* p < . 0 5 . **/7<.01,2-tailed. 
Descriptive Statistics and T-test Statistics in the HH and LL Groups 
The descriptive statistics and t-test results for all the variables in the HH group and LL group 
are presented in Table 3. 
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Table 3 
Descriptive Statistics and T-tests of Key Variables in Group HH and LL 
Variables Groups 
M LL t-value Sig (2-tailed) 
M SD M SD 
HR Alignment 4 4 2 M 2J3 J9 12.042 .000* 
LM Alignment M ^ M 14.477 .000* 
HR Ethos J l ^ ！71 4.524 .000* 
LM Ethos 3?J5 ^ ^ M 5.274 .000* 
HR Systems 3?16 J l 3 4 1 M 2.477 .015* 
LM Systems ^ ^ 3 m ？72 5.231 .000氺 
HR Favorability 3 M ^ l 4 7 TlO 2.573 .012* 
LM Favorability 3 M ^ Yl 4.858 .000* 
Note. N (HH) = 36, N (LL) = 45; *p < .05. 
Key Findings from the Correlational Analyses and T-test Statistics 
For the consistent groups HH and LL, the former group showed significantly higher 
perceived rating on all the key variables of interest. This indicates that when both HR and 
LM perceived a higher degree of alignment between HR strategy and business strategy, their 
perceptions towards MD activities would become more positive in general. This supports the 
popular notion purported in a number of past studies that linking HRM to business strategies 
is of paramount importance. Though, we should also be cautious that such consistently 
"high" scores in the HH group can be attributed to halo effect as well. As illustrated in this 
study, the perception towards MD practices will become less favorable if it is not align to the 
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key business strategies even when there is a consistency in perception between key parties in 
the LL group. The t-test statistics presented in Table 3 on comparing the HH and LL groups 
help confirming this point further. 
According to the correlational analyses, as expected, LM's favorability towards MD 
practices was significantly correlated with their perception towards MD ethos and MD 
systems in most of the situation excepted in the LH group. In contrast, HR's favorability 
towards MD practices was not found to correlate significantly with perceived MD ethos and 
MD systems in almost all the groups. Still, as predicted, the performance measure was 
revealed to correlate with LM favorability and HR favorability in most groups except in the 
HHone. 
Multisample Analysis of the Hypothesized Path Model 
Model Estimation 
Multisample analysis procedures provided parameter estimates for each group and 
model fit indices across groups. In the present study, a number of different statistics were 
employed to evaluate the model fitness across the four groups in accordance with current 
practice in reporting the assessment of path model. Based on the recommendations of a 
number of authors (Browne & Cudeck, 1993; Hu & Bentler, 1995; MacCallum & Austin, 
2000; Tanaka, 1987), the chi-square Non-Normed Fit Index (NNFI), Goodness of Fit 
Index (GFI), Comparative Fit Index (CFI), and Root Mean Square Approximation Error 
(RMSEA) were selected as appropriate fit indices. 
Results indicated that both the non-constrained (Model 1) and constrained (Model 2) models 
fit the data well. Model fit indices are depicted in Table 4. 
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Table 4. 
Model Fit Statistics of the Hypothesized Model Across the Four Groups 
Model df NNFI GFI CFI RMSEA Ax]，Adf 
46.44，36 ^ m M ^ 18.02，18 
(without (p = .114 <%2crit(p=.05尸 28.87，18 
constrain) > .05) 
M2 (with 64.46, 5 4 " ： ^ ^ ^ Ax' is statistically non-
constrained (p = .156 significant at p = .05 
path > .05) level 
estimates) 
Indicators of fit were almost identical for the two models. Nevertheless, as observed, 
freeing the path parameters did not result in any significant improvement in fit over Model 2. 
This is revealed by the non-significant change in chi-square value (A% =18.02; Adf= 18; p 
=.05), indicating that the more parsimonious Model 2 should be accepted. 
Concerning the model fitness, the NNFI, GFI, and CFI statistics were all close or 
above 0.90 indicating that both models were a good fit to the data (Bentler, 1990; Byrne, 
1998). The nonsignicant p-value of can further support the good-fit of the models. The 
RMSEA of both models were below the recommended value of 0.08 that could indicate an 
adequate fit (Byrne, 1998). 
The Lagrange Multiplier Test (LM Test) and Wald Test were also used to examine the 
possible modification of the constrained model (M2). No additional path was revealed by the 
modification indices，indicating that the hypothesized model fit well across groups. 
Addressing the Research Questions and Hypotheses: Comparisons across the Four Groups 
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The path coefficients resulted from multisample analysis with constrained path estimates of 
the hypothesized model is depicted in Figure 2. 
p HR Ethos 
/ HR Favorability 
L \ l 3 8 * 
丨 4 HR Systems .382* \ 
f \ Organizational 
/ f Performance 
LM Ethos / . 1 7 5 * 
M LM Favorability / 
— 
， L M Systems , 
Figure 2. Parameter Estimates for the Constrained Model (Model 2). 
Note. < .05, 2-tailed. 
All of the path weights are in the appropriate direction and, with the exception of the 
relationship directed from HR Ethos to HR Favorability, significant at a p = 0.05 level. Based 
on the squared multiple correlation coefficients (R^), 7.7%, 10.5%, 145%, and 12.6% of the 
variance in HR Favorability is accounted by HR ethos and HR systems in the HH, LL, HL 
and LH group respectively. Likewise, 45.5%, 49.5%, 40.7%, and 42.6% of the variance in 
LM Favorability is accounted by LM ethos and LM systems in the HH, LL, HL and LH 
group respectively. Moreover, 16.5%, 19%, 15.3%, and 25% of the variance in organizational 
performance is accounted by HR favorability and LM favorability in the HH, LL, HL and LH 
group respectively. 
As predicted, the favorability of both HR and LM showed a significant and positive 
relationship with performance across the four groups. Thus, H3 is generally supported. 
Likewise, H2 is also supported in this study as both LM ethos and LM systems demonstrated 
a significant and positive relationship with the LM favorability across groups. However, HI 
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is only partially supported as only HR system is found to have a significant and positive 
relationship with favorability. Put differently, HR ethos is not found to be a significant 
predictor of HR favorability. This is an interesting finding as it is different from what was 
revealed in past studies (Mabey, 2004a; 2004b) that pointed to the significant role played by 
MD ethos. The present results indicated that MD ethos exist in the HR sample might not be 
as critical as we expected though such an ethos maintain its vital position in the LM sample. 
For the HH group, H4 is not supported as the perceived MD ethos obtained from both 
the HR and LM did not demonstrate a stronger positive relationship than MD system with the 
favorability construct. In both the HH and LL groups, the perception of both HR and LM on 
the MD system aspect showed a stronger and positive relationship than MD ethos on the 
favorability towards MD practices. And this is why H5 that proposed MD system is a 
stronger predictor is supported here. Likewise, H6 for the HL group and H7 for the LH group 
are also supported as ‘‘system，，always appear to be stronger than "ethos" on influencing the 
favorability across situations. Yet, the underlying rationale is likely to be different from what 
have been proposed at the first place. For that reason, cautions must be made on claiming the 
support to H5 and H6. 
Presence of Group Differences 
To further explore the group differences on the interrelations among variables, Lagrange 
Multiplier test (LM test) was implemented for evaluating the significance of each individual 
path constraint across groups. There was no significant difference on the path loadings across 
the HH, LL and LH groups, representing invariance of path estimates among these three 
groups. Interestingly, the univariate test statistics revealed significant path differences 
between the HL group and two other groups (LH, HH), indicating path constraints should be 
released for those paths with significant difference between groups. Path constraints that 
should be released are: 
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(1) the path from LM Ethos to LM Favorability when compared the HL group and LH 
group (p二.039，= 4.245). This implies that the perceived MD ethos reported by LM 
has a stronger direct impact on LM favorability in the HL group than that in the LH 
group. 
(2) the path from HR Systems to HR Favorability when compared the HL group and HH 
group (p=.027, y^ 二 4.897). This indicates that the perceived MD system reported by 
HR has a stronger impact on the HR favorability in the HL group than that in the HH 
group. 
Overall, the multisample analysis demonstrates an adequate fit of the model across groups. 
Specifically, the findings support the hypothesis that the relationship of MD ethos and MD 
systems with performance are mediated by the favorability construct as no additional path 
was suggested by referring to the LM test for addition of path. Besides, the significant and 
positive impact of both the HR and LM favorability on organizational performance point to 
the necessity to solicit views from both HR and LM when rolling out MD activities. 
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CHAPTER 4. DISCUSSION 
In this paper, we advanced a psychological perspective of the role of perception on MD 
effectiveness. In the following paragraphs, discussion on key findings will come first, which 
is followed by some important theoretical and practical implications. Several limitations 
arising out of this study will also be outlined finally. 
Key Findings 
The Importance of Strategic Alignment 
As revealed by the descriptive statistics and t-test statistics, the present findings 
generally support the importance of aligning human resources strategies with business 
strategies as stressed in a number of past studies reviewed in the introduction section. When 
HR or LM perceived a high degree of alignment between the human resources strategies and 
business strategies, they generally gave a higher rating on their perception of the MD ethos 
and MD systems, as well as their favorability towards MD practices. This is why those 
perceptual ratings obtained from the HH group appeared to be much more positive than that 
found in the LL group. Thus, this helps adding some support to the contingency view of 
management development. But, the existence of halo effect should also be aware as it can be 
a possible reason that accounts for the consistently high scores in the HH group. 
As proposed in this study, establishing such a link is only one step of the many 
needed to gain a deeper understanding of how to leverage the MD efforts to advance 
performance outcomes. We thereby tried to explore the role of perception in moderating the 
process through which MD works. 
Discrepancy in Perception between Human Resources Managers and Line Managers 
The t-test statistics of the total sample reaffirmed the existence of the discrepancy in 
perception between HR and LM. As predicted, the favorability towards MD practices 
reported by both HR and LM demonstrated a positive and significant relationship with 
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performance outcome. Specifically, the strength of relationship between favorability and 
performance is comparable between the HR and LM samples. This implies that perception of 
both the initiators (HR) and receivers (LM) of MD practices are important for determining 
the MD effectiveness. Therefore, on one hand, this study echoes the proposition of a number 
of researchers on the need to take line mangers' view into account to avoid the "rhetoric-
reality" divergence (e.g. Truss, 2001; Legge, 1995). On the other hand, the present finding 
also restated the necessity of concerning the HR view on the MD practices. 
The Importance of Managers' Perception ofMD Systems in Collectivistic, Tight Cultures 
Apart from the expected relationship between favorability and performance, the 
results also revealed that LM's favorability towards MD practices is significantly and 
positively related to their perception of the MD ethos and MD systems as predicted. And it 
indicates that such a pattern of relationship can be generalized across groups. Likewise, HR's 
favorability is significantly and positively related to their perception of MD systems across 
groups. Interestingly, the perceived MD ethos did not demonstrate a significant relationship 
with HR's favorability as hypothesized. Indeed, the perceived MD ethos appeared to be less 
determining on the favorability towards MD practices in both the HR and LM samples 
though the perceived ethos still formed a significant relationship with favorability in the LM 
sample. These findings are notable as it seems to contradict with what has been found in 
Mabey's (2004a; 2004b) pioneer studies on management development among European 
countries. As pointed out in the introduction of this paper, the perceived MD ethos has been 
recognized as a more salient aspect of management development than the MD systems in 
Europe. Such remarkable differences can likely be attributed to cultural variations. 
There exists solid evidence that societal cultural forces have pervasive influence at 
multiple levels in organizations—from the individual, to the interpersonal and group context, 
and to the organization at large (Gelfand, Lim & Raver, 2004). While there are numerous 
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cultural dimensions that could be subjected to discussion, two salient cultural dimensions that 
affect organizational functioning as identified by past research (e.g. Gel fan d et al., 2004; 
Triandis, 2001) are (1) collectivism-individualism and (2) culture tightness-looseness. 
The collectivism-individualism dimension concerns about the degree to which people 
are autonomous individuals or embedded in their groups (Hofstede, 1980; Triandis, 1989). 
An individual in a collectivistic culture stress group identity and interdependence with others, 
in which shared beliefs and mutual understanding are emphasized. Culture tightness-
looseness comprises the extent to which norms are clearly defined and reliably imposed 
(Chan, Gelfand, Triandis, & Tzeng, 1996; Gelfand, 1999; Gelfand, Nishii, L. H., Raver, J. L.’ 
& Lim, B. C.，2000). Tight cultures are characterized by rigorously formal, disciplined, and 
high compliance to norms, whereas norms are expressed through a wide variety of alternative 
channels and there is relatively a lack of discipline in loose cultures. Based on existing 
research and theory on these cultural dimensions (Hofstede, 1980; Triandis, 1994), the Asian 
countries (Hong Kong, China, Singapore, Myanmar) partook in this study are generally fall 
into the tightness, collectivistic cultural category. Such an acknowledgement of the cultural 
category of the participated countries can partly explain the prominence of the perception of 
MD systems on determining favorability as revealed by the findings here. 
In general, tight cultural systems have many clear social norms, in which there is 
limited range of expected and acceptable behavior across social situations, and there is very 
little individual discretion in deciding how to behave. In such cultural systems, norms are 
strictly enforced and there is little tolerance for deviance (Chan et al., 1996; Gelfand et al., 
2000). Gelfand et al. (2004) link this aspect of societal culture to the greater need for 
predictability and order. Specifically, consistent with a cultural concern for predictability and 
order, organizations in tight cultures are expected to create systems that are strong and that 
allow for more predictability, order, and control. Consequently, organizations in tight cultures 
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will have many clear standards. Also, individuals in tight cultures will concern more about 
norm violations and thus usually favor a more well-established system for monitoring of 
behavioral standard (Gelfand et al., 2004; Kobayashi, 1998; Greenberger, Chen, Beam, 
Whang, & Dong, 2000). For that reason, it is not surprised to leam that both HR and LM took 
part in this study who are being nurtured in a tight culture would put emphasis on the MD 
systems that makes their perceptions of the MD systems appeared to be more critical than 
MD ethos on relating to their favorability towards MD practices. In fact, the collectivistic 
culture of the participated countries further reinforced the need of strong MD systems. In 
collectivistic cultures, individuals primarily have connections to an entire group, which 
provide much of the expectations and monitoring for norm compliance. These groups, in turn, 
are entities that are accountable to the organization (e.g. Gelfand et al., 2004; Xin，Tsui, 
Wang, Zheng, & Cheng, 2001). Due to such value on interdependence between individuals 
and entities in an organization, individuals would expect for clear standards and mutual 
monitoring for perceiving similar contingencies in the organizational setting that helps 
maintaining interdependency and connection with different entities in an organization. As a 
result, a strong MD system in organizations with collectivistic culture should be favorable 
since it communicates clear standards and practices among entities on developing managers. 
Based on the above, employees in Asian countries who nurtured in collectivistic, tight 
cultures are answerable to many standards, which are of high clarity. A strong MD system is 
thus favored and emphasized by HR and LM for developing shared understanding on clear 
standards and practices for developing managers. As a result, their perceptions of MD 
systems become more determining than MD ethos on their favorability towards MD practices. 
Above and beyond, the perception of MD system has become so critical that its influence is 
found to be prominent across all the groups disregarding the discrepancy in perception 
between HR and LM on the strategic alignment. 
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Uniqueness of the HL group 
In general, the hypothesized model is found to fit across groups in which the modeled 
relations among key variables can be generalized to different conditions. Nevertheless, the 
univariate LM tests have revealed some significant group differences though such differences 
did not support the hypotheses. Specifically, the HL group has been showed to be 
significantly different from the LH as well as HH groups in certain aspects. 
HL groups versus LH group 
It is found that the MD ethos perceived by LM has a stronger relationship with the 
favorability towards MD practices in the HL group than that in the LH group. 
In the HL situation, the HR perceived a high degree of alignment between HR strategies and 
business strategies, while that perceived by the LM side is low. The present findings reveal 
that strong ethos plays a more important role on influencing LM's favorability towards MD 
practices in the HL group than that in the LH group. 
Indeed, both the HL and LH groups are inconsistent groups. That is, discrepancy in 
perception exists between the HR and LM parties. Such an inconsistency in perception would 
likely lessen the ethos of MD in the organizations since there lacks a shared understanding on 
the value of MD initiatives on supporting business development. As mentioned, shared 
understanding is important in collectivistic culture as entities are highly interdependent with 
each other (e.g. Gelfand et al.，2004; Xin et al.，2001). In the HL group, the case seems to be 
worse than that in the LH group because the LM, who are the recipients rather than the 
initiators of MD activities, will have difficulty on seeing the point behind those MD 
initiatives. In such a situation, it is likely that the LM will seek more support to justify their 
participation in MD activities that cost extra time and/or money. For that reason, it sounds 
Perception and Management Development 42 
reasonable that they would be more demanding on the MD ethos to justify their participation 
in MD in addition to their perception of MD system in the HL situation. 
HL group vs HH group 
The HL group is also found to be different from the HH group on the relationship 
between MD system and favorability as reported by the HR sample. Results indicated that the 
MD systems perceived by the HR has a stronger relationship with their favorability towards 
MD practices in the HL group than that in the HH group. When discrepancy exists in the HL 
group, as abovementioned, it implies that the ethos intended to be built up by the HR may not 
be able to get across the LM successfully. Accordingly, it is likely that the HR will put much 
more focus on the MD systems so to compensate for the weak ethos. Consequently, the HR's 
favorability towards MD practices may be determined by the perceived MD systems to an 
even larger extent due to the extra effort put on the MD system. For the HH group, a strong 
ethos is easier to be transcending across the organization as both HR and LM have a shared 
and consistent perception of a high degree of strategic alignment. It is thus less likely that the 
HR has to pay extra effort on the MD system for compensation. As a result, although the 
perception of MD system stay as important as it always be, no particular emphasis will be put 
by the HR on the MD system in the HH group and make it become a stronger factor on 
influencing their favorability. 
In sum, the present findings point out the vital role of MD system on relating to the 
favorability of HR and LM across different conditions among Asian organizations that 
characterized by the collectivities, tight cultures. And it is such favorability towards MD 
practices that will mediate the impact of MD initiatives on performance outcomes. Therefore, 
although not all the hypotheses were supported here, this study can certainly advances the 
understanding on the role of perception on moderating the process through which MD 
activities can influence performance outcome among Asian firms. Besides, the group 
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differences uncovered here also help illustrating the importance for paying attention to the 
discrepancy in perception between the HR and LM parties when rolling-out MD activities 
since the inconsistency in perception may ask for attention on a particular aspect. The impact 
of such a discrepancy in perception is especially salient when HR perceives a high degree of 
alignment between human resources strategies and business strategies while LM have 
divergent perception, representing an incongruity between rhetoric and reality as stressed in a 
number of past studies. 
Theoretical and Practical Implications 
Theoretical Implications 
From a theoretical perspective, the findings have served to shed some light on our 
understanding of the linkages between MD and performance. Firstly, the resource-based view 
argues that having unique, inimitable resources and the effective deployment of these 
resources are keys to achieve sustained competitive advantage (Barney, 1991; 1995). In other 
words, aligning human resources strategies to the business strategies should be the point of 
focus since it allows the human resources strategies to be tailored for an organization that can 
hardly be imitated. Inferred from the present findings, however, it is proven that employees' 
perception will also moderate the process through which human resources practices, 
represented by management development in this study, exert their impact on performance 
outcomes. It is not saying that strategic alignment is not important. Indeed, our results help 
restating the significance of such an alignment dimension and give support to the contingency 
approach in a sense. Yet, the intriguing insight of this paper is the recognition of the vital role 
of perception in moderating the MD impact beyond the consideration on strategic alignment. 
Apart from the above, this study also demonstrates the value of adopting a deeper, 
process-oriented approach on understanding the mechanism by which MD creates value. An 
increased understanding on the internal pathway through which MD posit its impact can help 
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researchers to obtain a fuller understanding on how MD works under different circumstances. 
In fact, there is still a great deal of uncertainty around the topic of management development 
and human resources management. Ulrich (1997) summarizes the situation as follows: “HR 
practices seem to matter; logic says it is so; survey findings confirm it. Direct relationships 
between investment and attention to HR practices are often fuzzy, however, and vary 
according to the population sampled and the measures used. ” In view of that, investigation 
of the underlying processes as well as potential moderators and mediators is essential for 
guiding future research and theory construction concerning various HR practices, in 
particular management development. 
Practical Implications 
From a practical perspective, this study also provides some insights for HR personnel 
on carrying out MD activities. To begin with, HR professionals have to keep in mind that 
some other factors apart from strategic alignment would influence the MD effectiveness. 
Perception is only one of them. Besides, HR professionals have to aware about the variations 
in situations as well. As illustrated in this study, for instance, HR has to make more effort on 
building up a strong ethos when LM perceive a low degree of strategic alignment that is 
differing from what perceived by the HR (that is the HL group). It is because the perceived 
ethos will be weighed more by LM under such an inconsistent situation. The ability to 
identify special needs in respond to the varying contextual requirements can definitely help 
HR professionals to divert their attention on important issues and results in better resources 
allocation. 
Also, the present findings further affirmed the pervasiveness of cultural influences. 
The perception of MD systems is found to play a much more significant role than MD ethos 
across different situations among Asian organizations, which is quite different from what has 
been revealed in past studies (e.g. Mabey 2004a; 2004b). In this respect, illuminating cultural 
Perception and Management Development 45 
differences can help those who are traversing cultural boundaries, such as expatriates and 
joint-ventures, to develop more appropriate MD strategies that suit the cultural context. 
Limitations and Further Studies 
The limitations of this study constraint our interpretation of the findings and point to several 
issues for future research. 
Inadequacy of Outcome Measures 
Our study focused on operational performance as opposed to financial performance or 
some other index of firm effectiveness. This focus was a conscious decision; however, it is 
recommended that future research can distill the performance consequences of MD activities 
at differing organizational levels. For example, Huselid's (1995) study of high performance 
work practices focuses on turnover and productivity as well as corporate financial 
performance. Put differently, performance outcomes should be measured in a broader sense 
as proposed by a number of scholars (e.g. Beer et al. 1984; Noe, 1999; Turss, 2001; Truss & 
Gratton, 1994). For instance, researchers can differentiate between short-term outcomes (e.g. 
increased commitment and competence at the individual levels) and a range of longer-term 
outcomes (e.g. individual well-being, organizational effectiveness). More to the point, the use 
of objective outcome measures (e.g. revenue) in addition to subjective self-reported measures 
as in this study can help reducing bias as well as providing a more holistic evaluation on the 
MD impact. 
Presence of Other Potential Moderators and Alternative Interpretations 
The variables in the hypothesized model are likely to be influenced by other factors 
that the present study failed to consider. For example, the performance outcome measured in 
this study is likely to be a function of many variables apart from the favorability factor. The 
possibility of the presence of other moderators calls for future contingency studies that take 
other organizational characteristics into account. Indeed, a number of studies (e.g. Femer, 
Perception and Management Development 46 
2000; Mabey, 2002; Mabey, 2004a; Whitley, 1992) have pointed out the need to consider 
external factors, such as organizational size and financial resources, in order to obtain an 
accurate picture of the MD effectiveness. 
Besides, the "snapshot" design of the present study is not strong enough to combat all 
the reverse causality of the modeled relationships. It follows that alternative interpretation is 
possible and further research attempt should be made to explore the causality of relationship 
between the key variables of the hypothesized model. 
Analysis Issue 
The present study employed the multisample analysis method for data analyses. 
Indeed, approaches like factor analysis, multisample analysis and SEM are based on the 
general linear model that can only extract linear combinations of variables. However, 
sometimes variables may not be linearly related. This suggests that greater consideration 
should be given to the use of methods like cluster analysis (Arthur, 1992; 1994) or neural 
network analysis (Woelfel, 1993), which impose fewer restrictions of this sort. 
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APPENDIX A 
Items are extracted and adopted from the interview protocol designed by Dr. Christopher 
Mabey and his research team. 
Human Resources Strategy- Business Strategy Alignment 




Strongly agree 5 




Strongly agree 5 
MD Ethos 
1 We are developing managers against a specific Strongly disagree 1 
set of skills/competencies 2 
3 二 
4 二 
Strongly agree 5 
2 HR management is viewed as a powerful source Strongly disagree 1 
of competitive advantage by most managers in 2 
my organisation 3 
4 二 
Strongly agree 5 
3 We are primarily concerned with the long term Strongly disagree 1 
development of managers (2 years or more) 2 
3 二 
4 二 
Strongly agree 5 
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MD Systems 
1 We evaluate management development Strongly disagree 1 
activities in a systematic way 2 
3 二 
4 二 
Strongly agree 5 




Strongly agree 5 
3 3The responsibility for management Strongly disagree 1 
development is taken by the organisation (either 2 
centrally or locally) 3 
4 二 
Strongly agree 5 
Favorability towards MD Practices 
1 The organisation's current management Strongly disagree 1 
development activities are successful in 2 
developing managers that meet our needs 3 
4 二 
Strongly agree 5 
2 Over the last three years management Strongly disagree 1 
development has had a positive impact in my 2 
organisation 3 
4 二 
Strongly agree 5 
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Performance Measures 
Here I would like your opinions on how your organisation is performing. 
Firstly can you compare your organisation's performance over the past three years to 
that of other competitors in your sector. Please rate your performance on a scale of 1 to 
5 where 1 = very much worse and 5 = very much better in the following areas. (Read 
each area description in turn. Although it may be difficult, please try and mark one 
option in each instance). 
1. The quality of products / services / programmes 1 Very much worse 
2 
3 ^ ^ 
4 ^ ^ 
5 Very much better 
2. The development of new products / services / 1 Very much worse 
programmes 2 
3 
4 ^ ^ 
5 Very much better 
3. The ability to attract essential employees 1 Very much worse 
2 
3 ^ ^ 
4 ^ ^ 
5 Very much better 
4. The ability to retain essential employees 1 Very much worse 
2 ^ ^ ^ 
3 
4 
5 Very much better 




5 Very much better 
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6. Relations between management and other 1 Very much worse 
employees 2 
3 
4 ^ ^ 
5 Very much better 
7. Relations between employees in general 1 Very much worse 
2 ^ ^ 
3 
4 
5 Very much better 
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